Standardization and Quality Assurance in an Online Community College by Barrow, Destinie Pilar Pascual (Author) et al.
Standardization and Quality Assurance in an Online Community College  
Course Production Department 
by 
Destinie P. Barrow 
 
 
 
 
 
A Dissertation Presented in Partial Fulfillment  
of the Requirements for the Degree  
Doctor of Education  
 
 
 
 
 
 
 
 
 
 
Approved April 2012 by the 
Graduate Supervisory Committee:  
 
Christopher Clark, Chair 
Michael Kelley 
Matthew Milliron 
 
 
 
 
 
 
 
 
 
 
 
 
ARIZONA STATE UNIVERSITY  
August 2012  
  i 
ABSTRACT  
   
Online training materials were introduced to the course production 
department at Rio Salado College with the intention that the use of standardized 
training materials would increase the efficiency and effectiveness of the online 
course production department. After the online training materials had been in use 
for approximately ten weeks, a survey consisting of ten open-ended questions was 
used to document the experiences of ten production team members with the 
training materials. The results revealed that the standardized training materials 
were described as valuable by the team members. The participants also made 
several recommendations for improving the usefulness of the training materials as 
to their content, organization, and availability. Recommendations for revising and 
updating the training materials and the ways in which they are made available are 
offered.  
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Chapter 1 
INTRODUCTION 
During my time in the course production department at Rio Salado 
College in Tempe, Arizona, I attempted to implement a standardized course 
developer training program based on the management principles of W. Edwards 
Deming. This is the story of my research to bring a standardized training program 
to a course production department at an online community college and the 
obstacles that I encountered along the way coupled with the lessons I learned 
during the entire process. Before I begin the story of my dissertation I will 
provide some background information on the college, department, and process 
flow in which the study took place.  
Background 
 The college in which I worked was one of ten community colleges within 
the large Maricopa Community College District. Rio Salado is considered to be 
the online college of the district, since it is not a campus based school, but rather 
is known for its online delivery. The largest college in the district in terms of 
student headcount, the college is unique in its ‘one course, many sections’ model. 
With this model, the college is able to serve a high number of students with a 
relatively low number of faculty members. Rio Salado’s courses are offered via a 
custom-built learning management system called RioLearn, and with this system, 
the college is able to offer start dates beginning every Monday, serving over 
43,000 students.  
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The department in the college in which I worked and conducted my 
research was the course production department. It was the responsibility of this 
department to take course material and create online course assessments and 
hypertext markup language (html) documents and to enter the materials into the 
learning management system.  
Department Process Flow 
The simplest way to describe the process flow of the course production 
department is to compare it to the production line of a car manufacturer, where 
the “work” moves from person to person until the final product is complete. This 
is widely known as the assembly line model that was built on Adam’s Smith’s 
principle of the division of labor: “reducing every man's business to some one 
simple operation and by making this operation the sole employment of his life” 
(Smith, 1904, I.1.6). In the case of the course production department at Rio 
Salado College, the flow of work moved from person to person via specialized 
teams (See Figure 1).  
Figure 1. Course Production Process Flow 
 
Figure 1. Process flow within the course production department. 
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Pre-Production: Data team 
 The first team to begin building a course was the data team. During the 
pre-production phase, a member of the data team reviewed the course documents 
to ensure that all the required parts were there for the subsequent teams to begin 
building the course. Essentially, the data team member downloaded the course 
documents, reviewed the documents utilizing a check sheet that annotated items 
that should be included in a course, and created an entry in the Lifecycle (course 
tracking system). Finally, the data team member moved the course onto the next 
phase of the cycle, the assessment team. 
Production Part 1: Assessment team 
  The responsibility of the second team in the process was to create the 
assessments for a course. Assessments refer to items such as quizzes and exams. 
The team used a third party software tool to build the course assessments.  After 
all of the quizzes and exams for the course have been built, the final step the 
member of the assessment team took was to move the course onto the next phase 
in the cycle, the content team.  
Production Part 2: Content team 
 The responsibility of the third team in the process was to create html 
documents using the software program called Dreamweaver and to load the 
completed pages into the college’s learning management system. The final step a 
member of the content team took was to move the course into the post-production 
phase with the data team. 
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Post-production: Data team 
 During this final phase of the course production process, a member of the 
data team reviewed the course once again, this time for completeness using check 
sheets. Once a course was designated as complete, it was moved to an outside 
department for final approval.  
Problem Statement 
 When I designed and proposed this action research study, I was actively 
working in the Rio Salado College course production department, and was 
responsible for reviewing and developing strategies that would improve 
department productivity. I also worked as a member of the content team and 
would complete courses as needed.  
 During the months while I constructed my proposal, I actively looked for 
an opportunity within my current responsibilities to conduct an improvement-
oriented action research study. After reviewing the average amount of time spent 
on producing a course, I derived the idea that the amount of time spent in 
producing a course could be shortened by implementing a standardized training 
program. This beginning plan was strengthened by drawing on the work of W. 
Edwards Deming, an American statistician, who is best known for influencing 
many Japanese car manufacturers’ attention to quality, most notably Toyota 
(1981). I was drawn to the work of Deming for three reasons. First, I found that 
the process that he was dealing with in Japan closely aligned with the process 
flow model that was utilized in the Rio Salado course production department. 
Second, Deming’s work primarily dealt with improving quality, and that was one 
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of my responsibilities in the course production department. Third, I recognized 
that a few of Deming’s fourteen points of management had potential to have a 
great impact on the department in a short time.  
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Chapter 2 
LITERATURE REVIEW 
 Deming’s philosophy centers on the idea that transformation in any 
production system must begin with management.  He lists fourteen points that any 
organization, from “small organizations as well as to large ones, to the service 
industry as well as to manufacturing” (Deming, 1985, pg. 10) can implement to 
improve productivity and quality. Deming makes the following point: 
Quality and productivity are everybody’s job, but top management 
must lead. Until and unless top management establish constancy of 
purpose and make it possible for everyone in the company to work 
without fear for the company and not just to please someone, 
efforts of other people in the company, however brilliant be the 
fires that they start, can only be transitory (1981, p.11).  
For the purposes of my study, I will not focus on all of Deming’s fourteen 
points, but concentrate on three that Deming indicates will have solid results if 
instituted. The first of Deming’s points (#11) is to look carefully at work 
standards and eliminate any that call for specific quotas. Instead, Deming suggests 
an increase of job aids and availability of helpful supervisors. During my time in 
the course production department, checklists that were completed following each 
stage of the course production process regulated work standards. In my 
experience, using the checklists became routine, but not effective. This experience 
prompted me to look for a better way to ensure that high standards of productivity 
and quality were met.  As Deming suggested, increasing the availability of job 
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aids—the training materials available to team members and supervisors—would 
likely improve productivity and quality. If use of the checklists were eliminated or 
even reduced to increase productive time, as Deming states, this would “help 
people to accomplish more by working smarter, not harder” (1981). 
The second of Deming’s points (#8) that will have a significant impact on 
productivity and quality is to “drive out fear, so that everyone may work 
effectively for the company” (1985, pg. 10). Deming explains fear and its 
deleterious effects in the workplace: 
Most people on a job, and even people in management positions, 
do not understand what the job is, nor what is right or wrong. 
Moreover, it is not clear to them how to find out. Many of them are 
afraid to ask questions or to report trouble. The economic loss from 
fear is appalling. It is necessary, for better quality and productivity, 
that people feel secure. Se comes from Latin, meaning without, 
cure means fear or care. Secure means without fear, not afraid to 
express ideas, not afraid to ask questions, not afraid to ask for 
further instructions, not afraid to report equipment out of order, nor 
material that is unsuited to the purpose, poor light, or other 
working conditions that impair quality and production (1981, p.9).  
It was my own experience that after spending some time in the department, I 
should have fully understood and mastered my job and that of the department. 
However, this was not the case, as I was adequately trained to perform the 
immediate tasks of my position, but there were times when new situations came 
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up, and I had to ask another team member for assistance. If there was a single 
place for me to go before I asked the team member it would have allowed me to 
feel more secure in my job knowledge and performance. Additionally, there were 
times when I asked another experienced team member and he/she also was 
unaware of the answer. Much time was spent locating still another team member 
who knew the answer, and I found that, in many cases, the knowledge of the 
information was held by a single individual in the department. Further, once the 
information I sought was explained to me, it was up to me to annotate it for 
myself and keep track of it rather than having a single resource for me to access 
for review. The intent of the repository embedded within the training program and 
materials developed for this action research study was to reduce the effort and 
time spent on searching for information pertinent to my job and to have this 
information located in a single, conveniently accessible location.  
 The third Deming point that I incorporated into the action design for this 
study is to “break down barriers between departments” (Deming, 1981). Though 
Deming was referring to manufacturing, he explains why breaking down 
departmental barriers is important in other settings as well.  
People in research, design, purchase materials, sales, receipt of 
incoming materials, must learn about the problems encountered 
with various materials and specifications in production and 
assembly. Otherwise, there will be losses in production from 
necessity for rework and from attempts to use materials unsuited to 
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the purpose. Why not spend time in the factory, see the problems, 
and hear about them? (Deming, 1981, p.10). 
Deming’s explanation applies directly to the internal workings of the Rio 
Salado College course production department. During my time there, I 
experienced a clear delineation between each of the teams. Not only was 
the knowledge of other teams’ responsibilities limited, there was also a 
strong culture of within-team specialization and boundaries. The teams 
tended to work well internally, but not smoothly with the other teams. The 
purpose of my creation of a standardized training program was to break 
down those barriers by making the knowledge needed to do every team’s 
work available to members of every team—to make the knowledge base 
inclusive rather than exclusive.  
The crux of Deming’s work focused on the idea that quality can be 
improved, thus improving overall productivity (Deming, 1981). During my time 
in the department, the issue of quality was always at the top of the list of needed 
improvements, and therefore seemed to be a logical place in which to focus my 
energy. In his article, ‘The Need for Change’ (1994) Deming explained that 
quality can be improved in three ways (pg.1): 
1. Through innovation in design of a product or service, 
2. Through innovation in processes, and 
3. Through improvement of existing processes.  
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The standardized training program was my attempt to implement action that was 
in line with Deming’s three ways to improve quality, particularly item 3—
improvement of existing processes.  
System of Profound Knowledge 
Deming states “a necessary ingredient for improvement of quality is the 
application of profound knowledge” (1994, p.1).  The inclusion of the idea of 
‘profound knowledge’ was an additional influence on my study (Lloyd, 2009). 
Deming defines profound knowledge as comprised of four parts: appreciation for 
a system, knowledge about variation, theory of knowledge, and psychology (See 
Figure 2). 
Figure 2: System of Profound Knowledge 
 
Figure 2: A visual representation of Deming’s system of profound knowledge. 
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 According to Stevens (2010), Deming “believed that generating a shared 
understanding of the system, taking actions that optimize economic outcomes, and 
aligning the beliefs of the people within the system were keys to a sustainable 
ongoing improvement effort” (Deming's System of Profound Knowledge section, 
para.1). Implementation of the Rio Salado course production department training 
materials was an attempt to impart new knowledge to the employees by helping 
them understand their jobs better and also to assist them in recognizing the roles 
of the other teams and how they fit into the entire process as a whole. See Table 1 
for the alignment of Deming’s model of Profound Knowledge with the design of 
this action research study.  
 The training was designed for team members to gain a general 
appreciation of the entire system, rather than being limited to the one part of the 
system in which they worked. Additionally, the intervention aimed to provide 
team members with the knowledge of the full process and the understanding that 
variation in quality is initially acceptable. However, only with increased 
understanding of the entire process can variation in quality of output be limited to 
an acceptable degree.  
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Table 1 
 
Alignment of Deming’s System of Profound Knowledge and Training 
 
Deming’s Profound Knowledge 
 
Course Production Training 
Appreciation for a system The roles of the three teams explicitly 
defined for everyone within the 
department via training content. 
Knowledge about Variation Acknowledge that variation is a 
“phenomenon common to all human 
activities” (Stevens, 2010). 
Theory of Knowledge “Knowledge is the ability to interpret 
and act on the system” (Stevens, 2010) 
Psychology “…helps to understand people and their 
behavior and to appreciate their natural 
inclination toward success, learning 
and innovation” (Stevens, 2010). 
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Standardization 
The idea of standardizing training and production processes came out of 
Deming’s claim that quality can be defined as knowledge (Deming, 1994). My 
theory was that providing a uniform repository of knowledge that could be 
accessed at any time would move the department toward improving quality.  
The concept of standardizing training was also inspired by my reflections 
on how training was handled historically within my department. Training was 
typically provided by whoever was not busy at the time or who had the most 
seniority. The manner in which new employees were introduced to their job was 
based on how a particular person, thrown into the role of trainer, chose to impart 
the information to the new employee. There was no standard documentation used 
for training. This pattern concerned me, and my research on training practices 
confirmed my worry. Erratic training practices lead to bad habits, and once 
established they are difficult to change (Aguayo, 1990). Finally, as Deming noted, 
poor “work standards are costing the country as much loss as poor materials and 
mistakes” (Deming, 1981, p.11). I was making a case for standardization based on 
Deming’s finding that if employees have clear expectations (standards) for a 
process and all employees are trained in exactly the same way, then quality and 
job satisfaction increase.  
The more I researched Deming and his work, the more I became 
convinced that implementing a standardized training program would make for 
vast improvements. I was particularly drawn to Deming’s definition of quality:  
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Quality can be defined only in terms of the agent. Who is the judge 
of quality? In the mind of the production worker, he produces 
quality if can take pride in his work. Poor quality to him means 
loss of business and perhaps his job (1988, p.55). 
The idea that the production worker could improve the quality of the 
product he made by taking more pride in his work appealed to me because 
I was aware of job burnout through personal experience as well as from 
anecdotal evidence. Due to the repetitive nature of each team’s work, it 
was well known that members of each team experienced job isolation. In 
this case, team members focused on a single aspect, such as the data, 
assessment, or content piece, and were not particularly concerned with the 
entire production process. In this way, each team member was 
disconnected from the system as a whole.  It was my aim to indirectly 
spark some semblance of pride in work by offering the opportunity to 
overcome job isolation through learning a new set of skills. Furthermore, 
not only would this new skill set potentially alleviate job burnout, which 
would improve the chances for job satisfaction, it would ideally lead to 
increased overall quality. Figure 3 shows the progression to which I am 
referring. 
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Figure 3. Multiple Effects of Standardized Training 
 
 
 
Figure 3: A visual representation of the desired progressive effects of the 
standardized training implementation. 
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Challenges  
I was sure of several things before I began to build the training program. I 
knew that the program would consist of a series of lessons that linked to a 
knowledge repository for each team. I knew that the bulk of the training would be 
delivered in an online format.  Finally, I knew that I wanted to link the training to 
an online repository that could be readily accessed by all team members. Since I 
was most familiar with the role of the content team, I built the lessons for this 
team first. The lessons were structured in the exact same format that the college 
utilized for courses, making it a familiar structure for the team members. In order 
to ensure that what I had constructed was accurate, I had a senior member of the 
content team review the lessons. He verified the content and made suggestions, 
including creating a page on basic HTML. As I was involved in creating the 
lessons for the other teams, this team member volunteered to create the page. His 
interest in creating the page, and his willingness to assist with the project, was 
appreciated. I realize now that I also wanted to show the team member that his 
input was going to have an influence on the department and would make a 
difference. 
The insight that I needed to get buy-in from other stakeholders in the 
department was the first major challenge that I encountered.  Introducing a 
training program into a department that does not have a structured plan can be 
difficult to implement. Merely introducing the training could suggest that current 
training methods are not sufficient. However, that was not my intent. It was my 
goal to improve on the training by providing more structure and documentation. 
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When I originally came up with the idea for this action research study, I asked for 
input from a few stakeholders in the department, and received encouragement as 
well as several good suggestions for improvement. As Creswell (2007) noted, 
“Giving back to participants for their time and efforts in our projects—
reciprocity—is important, and we need to review how participants will gain from 
our studies” (p. 44).  
Deferring to the experts 
By far the greatest challenge I encountered when creating the lessons was 
acquiring the knowledge to create the lessons themselves in an accurate and 
logical manner. I was not completely familiar with the processes of the 
assessment team and the data team. Therefore I obtained the material for these 
areas using two different approaches.   
Of the three teams, it was the lessons for the assessment team that took me 
the longest to create. Originally, I attempted to create the lessons on my own, and 
realized that I was not sufficiently well versed in the most current procedures to 
accurately present the material. Frustrated with my efforts, it was at this point that 
I temporarily abandoned creating the lessons. It was not until a few weeks later 
that I asked a team member to act as a consultant on the assessment team lessons. 
The consultation approach with a member of the assessment team was more 
successful than my original lone attempt. With this approach, several sessions 
were conducted with the team member as the subject matter expert. 
  18 
The consultation approach worked better for me. Two data team members 
compiled the lessons for the data team. When completed, I reviewed the lessons 
for instructional design, media, and continuity. The bulk of the lessons were 
comprehensive in nature, and I made a few small adjustments and added some 
screen shots to several of the explanations. The entire process took approximately 
two weeks.  
Learning the software 
Another challenge arose when I began to create a repository for the 
content team’s lessons. Unlike my familiarity with creating pages using 
Dreamweaver, I found myself learning how to navigate Microsoft SharePoint, 
which added to my learning curve. I had previous knowledge of SharePoint 
through daily access to the department’s Lifecycle system and the college’s 
employee portal, but I did not have any experience building new pages using the 
tool. My learning took place by trial and error and I was fortunate that there was a 
well-versed coworker who lent me assistance when I had questions. Without her 
assistance and expertise I would not have been able to organize the content of the 
lessons into a logical and succinct format.  
Repository Structure 
I structured the repository to work side by side with the lessons. This 
approach made the most sense to me as it created a supplement to the lessons 
themselves. My decision to create the repository was supported by my own 
frustrating experience of sorting through my various collections of documents and 
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notes to figure out how to accomplish a task. The friendly organization of the 
material was as important as the accuracy of the content. 
Each team had a page that contained an organized list of pertinent topics. 
Within each topic was a list of tasks or set of information that was hyperlinked 
directly to a section within the lessons. This provided instant access to any 
specific bit of information with as few as three clicks (click one: knowledge 
repository, click 2: appropriate team link, click 3: link to specific task).  The flow 
of the repository followed five level structures as shown in Figure 4. 
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Figure 4. Structure of Resources Knowledge Repository 
 
Figure 4.  A visual representation of the knowledge repository, organized by 
teams, tasks, specific tasks, and links within lessons.  
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Timeline  
It happened that during the time that I intended to implement the training 
program, the workload in the department doubled. On multiple occasions, I had 
attempted to train some department members in the manner in which I had 
intended, but due to the amplified workload and changes in the direction that the 
department was heading, the complete face-to-face training process did not take 
place. 
Additionally, the projects on which I was working had also changed focus. 
It was at this time that I created two additional pieces of training materials that 
would be included in the training program: a flash presentation about print 
courses and a print course notebook in Microsoft OneNote that held training and 
tracking information about the print course project that I was now working on. 
My original schedule was completely abandoned. I had only four weeks to gather 
my thoughts, implement an intervention, and collect the data I would need to 
measure the effects of the action.  
Turning Point 
During the months when I had planned to implement the face-to-face 
training program and was both frustrated by lack of progress and at a loss for 
what to do, I experienced a turning point. In fact, I was using my time to come up 
with a new focus and potentially an entirely new dissertation topic. When I 
walked into my adviser’s office, I had come up with an alternative plan that 
would fit the time frame that I had allotted for myself. It would have extended my 
degree plan to the end of the following year, and I would have to write a new 
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dissertation proposal and defend again, but it was better than not finishing my 
program. In the meeting with my committee chair, he indicated that if the research 
I had planned did not go as I had intended, then I should write a narrative about 
how it did not go well. This was a revelation.  I could not believe that the plan that 
I had abandoned could be rescued. The fact that this was a real possibility was 
reassuring. There was a way to rescue what seemed to be a failed attempt. This is 
the real process and intent of action research, to reflect and write about real 
situations, both the positive and the negative. This realization was pivotal in my 
completion of the project. It prompted me to see the possibility of a positive 
outcome, and to change my thought process about how I was handling what was 
going on around me.  
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Chapter 3 
METHODOLOGY 
 Action research is defined as “a way of learning from and through one’s 
practice by working through a series of reflective stages that facilitate the 
development of a form of ‘adaptive’ expertise” (Riel, 2010, para. 1). Additionally, 
it should be mentioned that action research is “different than other forms of 
research as there is less concern for universality of findings, and more value is 
placed on the relevance of the findings to the researcher and the local 
collaborators” (Riel, 2010, p. 1). For this study the “action” portion of the 
research is the training program implementation. 
Research Questions 
 My primary question asked how a cross-training program with 
standardized training documentation will improve course quality and reduce 
production time. The secondary question asked about the attitudes of the team 
members toward the training intervention and their levels of job satisfaction 
attributable to engaging with the training intervention. Due to the obstacles I 
encountered, the focus of the research questions changed. The revised research 
questions were: How did the team members interact with the training materials?  
How satisfied were they with the usefulness of the materials?  
These questions were addressed in a series of interviews and by 
administering an open-ended survey at the end of the study period, to which team 
members responded via email.  
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Intervention 
Once the training materials were completed and made available, the team 
members interacted with the materials in two different ways. The first way 
focused on new team members to the department. Within the first week of hire, 
new team members were provided a direct link to the training and knowledge 
resources particular to the team to which the new employee was assigned. In 
contrast, veteran team members were presented with an online notebook 
containing instructional materials and a presentation that included short quizzes 
related to the tasks involved in completing the production of a print course. I 
compiled this material anew in response to recently mandated changes in the 
course production process for print courses.  
In addition to the two forms of interaction with the training materials 
described above, it should also be noted that new and existing team members also 
accessed the materials in less formal ways. It was observed on several occasions 
that team members accessed the lessons or the repository to learn more about their 
own team’s process or investigate another team’s procedures. In many cases, a 
team member who was reviewing the material on his or her own initiative brought 
errors in the description of a particular procedure to my attention. Finally, it 
should be noted that newly employed team members utilized the knowledge 
resource repository as a place to access frequently used links. 
 
 
 
  25 
Qualitative method 
 Creswell (2007) defines qualitative research as beginning with 
“assumptions, a worldview, the possible use of a rhetorical lens, and the study of 
research problems inquiring into the meaning of individuals or groups [that] 
ascribe to a social or human problem” (p. 37).  The characteristics of a ‘good’ 
qualitative study according to Creswell (2007) and my attempt to meet all of the 
requirements are noted in Table 2.  
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Table 2 
 
Characteristics of good qualitative study vs. Training Materials study 
Good Characteristic Study Example  
Researcher collects multiple forms of 
data 
Interviews, surveys, and documents 
Use of a recognized approach Action research 
Researcher begins with a single focus My focus is on how the team members 
were affected by the training. 
Use of detailed methods such as, 
multiple levels of data analysis, move 
from narrow to broader themes to 
abstract, and validity 
Primary theme to subtheme 
Multiple levels of abstraction – move 
from particulars to general – explore 
unusual angle(s) 
Groups that support primary theme 
Researcher writes so reader is engaged 
in the story 
Written recognizing the complexities in 
real life 
Reflection of researcher Lessons learned/implications 
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Validity  
 Fetterman (1998) states that “…working with people day in and day out, 
for long periods of time, is what gives ethnographic research its validation and 
vitality” (p. 46).  I worked with the team members in the department in which the 
research took place for over two years. I was familiar with the roles and 
responsibilities of the various teams and with the process flow. A second 
technique that I used to maximize validity was member checking. When member 
checking, “…the researcher solicits participants’ views of the credibility of the 
findings and interpretations” and is “considered by Lincoln and Guba (1985) to be 
‘the most critical technique for establishing credibility’” (Creswell, 2007, p. 208). 
I initially asked participants to provide feedback about the apparent usefulness of 
the training materials during my preliminary attempt to implement the training.  
Several team members reviewed the training materials and provided feedback, 
and they referred to their reviews and feedback on several later occasions while I 
was working with the team members.  
Data Collection  
I gathered multiple forms of data from interviews, observations, 
documents, and surveys. The interviews were conducted with three team 
members. One was a member of the assessment team, one was the lead for the 
content team, and the final interview was with the course production manager of 
the department. Seven other team members were surveyed via an email survey: 
four members of the content team, two members of the assessment team, and one 
member who worked on the content and data team. For consistency purposes, the 
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same questions asked in the interviews were asked of the seven participants in the 
open-ended email survey (Appendix B). Observations of how team members 
utilized the training materials coupled with the interviews and emailed surveys 
completed the data collection. The data were organized and analyzed according to 
the six steps of qualitative research noted in Creswell (2009) (See Table 3).  
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Table 3 
 
Alignment of six steps of qualitative research and Data collection 
Six Steps of Qualitative Research Data Collection 
Data organization Organized responses into Microsoft 
Excel worksheets 
Reading Read through all responses and 
obtained ‘a general sense of the 
information’ 
Coding Chunked responses for similar 
information 
Classifying Created themes or categories of 
chunked responses. 
Representing Determined that the themes are 
presented by discussing each theme and 
how they are interrelated 
Interpreting What lessons were learned? 
What are some things I would consider 
doing differently next time? 
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The first step of data reduction and analysis involved organizing the data 
from the survey and the interviews into a Microsoft Excel document with a 
worksheet for the responses to each question. Each worksheet contained the 
question itself, as well as a column of cells for additional comments. The second 
step was reading all of the responses and reflecting on each of them while 
drawing from my own experience in the department. The third step involved 
breaking apart the material into similar sets of information. I was also looking for 
instances that were expected/unexpected and for patterns that might be related to 
larger theoretical perspectives (Creswell, 2009). In the final step of the data 
organization and analysis process, I addressed the question, what were the lessons 
learned?  
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Chapter 4 
 
RESULTS AND ANALYSIS 
Surveys and Interviews 
As noted in the data collection section, interviews and surveys were 
utilized to gather feedback from the team members. Participants one, two, and six 
were interviewed and the remaining participants submitted feedback via the 
emailed survey. It should be noted that the amount of information received from 
the interviews was significantly more detailed than that received from the email 
surveys. However, the effort required to record the interview responses was far 
greater than that of the email surveys. The interview responses often went off on 
tangents and sometimes did not directly address the original question that was 
asked. The email responses were to the point, and organizing them into the Excel 
document was simpler.  
Observations 
It would take the new team members from two to four hours to review the 
training materials for their particular team. I found that this amount of time 
provided a general introduction to the training materials and an overview of the 
individual’s role within the department. In two instances, team members 
mentioned that they also reviewed the lessons related to other teams in the 
department.  Additionally, one participant also noted that he utilized the 
repository as originally intended–to access frequently used links. 
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Participants 
In the final survey, ten questions were asked (Appendix A). Three of the 
ten participants in the study were interviewed using the ten questions to guide the 
interviews. Six other team members completed the survey by email, and the tenth 
team member did not address the survey questions directly, but instead provided 
feedback on the training lessons and the usefulness of the training in general.  
ANALYSIS 
To assist in answering my research questions, the interview questions 
were grouped under each of the research questions. 
User Satisfaction 
Research Question 1: How satisfied were the team members with the usefulness of the 
materials?   
 Did you find any value in having the training materials available online? 
 What was particularly helpful about the training materials? 
 Was the documentation (resources) useful to your training? 
 Of all of the interview questions that were asked, the one in which I was 
most interested asked if the team members found any value in the training 
materials. For this question, eight of nine participants reported that they found 
value in having the materials available online, and one participant had no 
comment. Value was determined by identifying key words or phrases that served 
to show how the participant found the materials to be of positive usefulness 
(Table 4). 
 
  33 
Table 4 
 
Did you find any value in having the training materials available online? 
Participant Found  
Value 
Keys Words  
indicating Value 
Additional Comments 
1 X Visually - learn better -  helpful to "digest information" 
  2  no comment  
3 X …I depended on the 
print training to help me 
get through each print 
course. 
We are learning on one screen we 
can also have our training up on 
another screen. 
4 X Yes, for ease of use I 
think having them 
online made it more 
convenient… 
put them all in one spot that 
everyone can easily navigate to 
and find their way around once 
on the training site. 
5 X Yes, it was convenient 
to be able to look up a 
specific aspect of 
training for review...  
 
6 X Yes, definitely.  It gave 
me a good overview 
and was a great starting 
point… 
I think from the point I have 
started working here, the training 
materials have changed quite a 
bit too. It is a great resource for 
people joining the team. 
7 X Yes, for the materials… I was able to refer back to the 
resources in One Note as a type 
of check list of the items that I 
needed to modify for the project. 
8 X Yes, I prefer doing my 
learning online at my 
own pace… 
I enjoyed being able to train from 
my computer. 
9 X Yes, having the training 
materials online was 
very valuable… 
they were available to access at 
any time and provided thorough 
information in regards to specific 
processes within the department. 
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The second question asked what the team members found particularly 
helpful about the training materials.  The responses to this question showed that 
six of the nine respondents found particular parts of the training helpful. However, 
two of the respondents did not answer the question, but took a critical approach 
by indicating which particular items were not helpful to them. One of the 
respondents noted both helpful and not helpful items (Table 5). 
Table 5 
 
What was particularly helpful about the training materials? 
Participant Helpful Key words  
indicating helpfulness 
Additional  
Comments 
1 X Helpful to clarify steps. 
How it was structured.  
Forced you to set up by not 
going on [presentation] 
2  too wordy; but 
necessary  
 
…needs a facilitator to guide go 
back - break up with a 
facilitator Study groups - send 
out assignments before 
facilitating - then come together 
to discuss. 
3 X I liked that it was step 
by step!  
 
4 X Being able to look up 
specific details, such as 
the list of changes to 
complete for the 
syllabus. 
 
5 X I think the amount of 
information was very 
helpful 
…even though at times it 
seemed like an information 
overload. I think the use of 
images and videos definitely 
helps as I am a visual learned 
mostly so those definitely 
helped me and stuck in my 
mind. 
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Table 5 Continued 
 
What was particularly helpful about the training materials? 
Participant Helpful Key words  
Indicating helpfulness 
Additional  
Comments 
6 X The training material 
provided information on 
how to step up the 
resources needed to 
work on the Content 
team.  
It gave an overview on how to 
build a course and use various 
tools (e.g. Content Helper suite) 
to speed up the process. 
 
7 
 The zipped file I 
received was not 
particularly helpful.  
I only remember now, that I 
watched the presentation a long 
time ago.  I now recall 
attempting to take some type of 
Assessment that was part of that 
presentation, to gage if I had 
understood what was being 
presented, but I became 
frustrated instead, as the 
navigation in the application did 
not work. 
8 X It gave a good general 
overview of the process. 
 
9 X The training material 
provided step by step 
instructions on specific 
tasks and interactive 
quizzes were included 
within the training 
material to test our 
knowledge on the 
processes and 
procedures for each 
task. 
 
 
 The final survey item that addressed my research question asked if the 
documentation resources were useful to the team member. For this question, 
seven of the nine respondents indicated that the documentation (resources) was 
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useful to their training. One respondent made no comment, and one indicated that 
he was confused about which documentation to use (Table 6).  
Table 6 
 
Was the documentation (resources) useful to your training? 
Participants Resources useful Responses 
1  No comment 
2  Swap to make more 
cohesive - make sense - 
clean up cells on actual page 
in SharePoint. 
3 Everything was very useful for my 
training. 
I work in Assessments 
everyday so the training was 
very useful especially if I 
need a refresher. 
4 They were definitely useful to my 
training and continual training as 
they provide a reference point of 
information related to my job 
functions that I can refer to at any 
time. 
 
5 Yeah, I would not have been able to 
complete the project without 
tangible written instructions I could 
refer back to. 
 
6  There were quite a few 
documentation out there for 
the same thing and didn’t 
know which one to use as a 
resource.    
7 Yes… I think they would have been 
easier to understand if they 
were all accessible through 
one application or resource. 
8 Yes, it served to give me an 
understanding of the basics and 
make me aware of things that I 
needed to be on the lookout for 
when doing Content. 
 
9 The documentation was very useful 
to my training. 
The information was 
detailed and interactive.   
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 For each of the three of the interview questions related to user satisfaction 
with the training materials, more than half of the participants indicated that they 
found the materials valuable, helpful, and useful, which suggests that the training 
materials were of benefit to the team members. 
User Interaction 
Research Question 2: How did the team members interact with the training 
materials? 
 
 What cross-training materials did you review? 
 Did you encounter any barriers in the training? 
 What other types of training would be useful to you? 
The first question asked what cross-training materials each participant used. 
Of the nine participants, eight reviewed the training content (lessons) and 
documentation resources, six reviewed the print course presentation, and six 
reviewed the print course instructional materials notebook (Table 7). 
Table 7 
 
What cross-training materials did you review? 
Participants Lessons Presentation Notebook Additional 
Comments 
1 All 3 courses - Content, Data, Assessment. 
Utilized as a tutorial. All 3 combined provided a 
good overview. Helpful to have all 3 pieces. 
 
  Structured well- 
create articulate 
presentation for 
each section - 
mention flash 
simulations. 
 
 Did not 
access for 
training per 
se; but 
reviewed for 
department 
review.  
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Table 7 Continued 
 
What cross-training materials did you review? 
Participant Lessons Presentation Notebook Additional 
Comments 
3 Assessments    
4 I also 
reviewed the 
training 
materials in 
Sharepoint. 
 I reviewed the 
print 
Courses/Project 
in One Note. 
 
5 I reviewed all 3 forms of training listed in the email.  
6 I have reviewed the content, print and LifeCycle 
training. I also looked over the assessment and data 
training materials but haven’t used them yet. 
 
7  I also recall 
some type of 
presentation 
received via a 
zip file that I 
saw early on, 
describing the 
components of 
the project. I 
believe this was 
the Articulate 
presentation. 
An online 
notebook in 
Microsoft One 
Note labeled 
“Print 
Resources.”   
 
8 Mainly just 
the Content 
training the 
Work Flow 
presentation 
.   
9 The cross-training materials that I reviewed were the 
Content, Data, and Print Course training. 
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Seven of the nine participants indicated that they encountered barriers in 
the training. One indicated no barriers and another indicated none as well, but did 
note that the course standards should be updated (Table 8). 
 
Table 8 
Did you encounter any barriers in the training? 
Participant Lesson 
barriers 
Presentation 
barriers 
Notebook 
barriers 
Additional  
Comments 
1  Previously 
noted barrier in 
being able to go 
over parts of 
presentation. 
  
2   One Note 
good 
structure; 
clean 
organized - 
multiple 
people can 
access it - 
does not like 
shared 
notebook 
email - buggy 
 
3 Each step 
was perfect, 
didn’t 
encounter 
any barriers. 
In the training 
Manuel, I didn’t 
know where to 
go after I was 
finished with 
the quiz. It 
wouldn’t let me 
jump to another 
topic. 
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Table 8 Continued 
 
Did you encounter any barriers in the training? 
Participants Lesson 
Barriers 
Presentation 
Barriers 
Notebook 
Barriers 
Additional 
Comments 
4 I think the 
biggest 
barrier for 
me was not 
being able to 
sit down and 
just watch 
(shadow) 
someone do 
the work. 
  The training was 
definitely 
helpful as far as 
giving me an 
idea of what to 
expect, but I still 
feel the flow of 
work and how 
things are done 
as far as what 
order processes 
are done in 
would best be 
explained in 
person. I think 
for me that is 
truly the best 
way for things to 
stick into my 
mind until they 
become 2nd 
nature. 
 
5  I did not like 
how it forced 
you to go to the 
next slide 
and/or complete 
an Assessment 
before 
proceeding. 
This kept me 
from being able 
to use this 
information as a 
practical 
resource after 
the initial 
training.  
I liked the 
quality of the 
information in 
the OneNote 
presentation 
the most, but I 
do not like 
OneNote 
because it is 
very resource 
intensive on 
my machine. 
Having a light, 
open access 
resource that I 
can have open 
while I do the 
work is very 
important. 
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Table 8 Continued 
 
Did you encounter any barriers in the training? 
Participants Lesson 
Barriers 
Presentation 
Barriers 
Notebook 
Barriers 
Additional 
Comments 
6 Lesson 
Barriers 
Some of the 
training 
materials 
was not up 
to date (e.g. 
Print). 
   
7  Instruction in 
the prepared 
documents 
differed from 
spoken 
instructions.  
Mid-way 
through the 
project I was 
given a slightly 
different set of 
spoken 
instructions that 
conflicted with 
the written 
presentation.   
 This was not a 
big problem but 
because I want 
my work to be 
of quality, I 
found the 
differences in 
instruction a 
little frustrating. 
8    No 
9 The barriers 
were not 
necessarily 
getting a 
visual of the 
task at hand. 
  processes were 
explained in detail 
within the training 
materials, hard to 
understand certain 
steps without 
getting a visual of 
how to do it, I am 
more of a visual 
learner. 
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The most significant barrier mentioned (by three participants) related to 
the presentation and the linear manner in which it was created. Team members 
were unable to move forward and back within the presentation, and this was 
frustrating. One team member made the following comment regarding the use of 
the presentation, “…this kept me from being able to use this information as a 
practical resource after the initial training.” 
The second major barrier reported (mentioned by two participants) was 
regarding the use of the software by Microsoft called OneNote. OneNote was 
used to create a resource that all users could access at once while having the 
ability to make simultaneous changes within a single document. Feedback from 
the team members indicated that the tool was ‘resource intensive’ and the shared 
notebook email was ‘buggy.’ 
 Additional barriers mentioned referred to the following (one participant 
each): 
 I think the biggest barrier for me was not being able to sit down and just 
watch (shadow) someone do the work. 
 Some of the training materials were not up to date (e.g., Print lessons). 
 Instruction in the prepared documents differed from spoken instructions.   
 The barriers were not necessarily getting a visual of the task at hand. 
For the question asking what other types of training would be useful, 
seven of the nine respondents offered specific suggestions. Five participants 
recommended adding other types of training, such as tech check training, demo 
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course training, hands-on training, shadow training, and group training. Two of 
the responses recommended adding media related items, such as flash-based 
simulation and YouTube videos. Two participants made general comments 
regarding the training (Table 9). 
Table 9 
 
What other types of training would be useful to you? 
Participant Other types of training 
that would be useful 
Additional 
Comments 
1 A presentation on how to do tech 
checks - split up between team 
and work phases would be 
helpful. 
Really enjoying working through the 
Articulate presentation.  
 
2 Flash based simulations  
3  [Assessment] I think … an awesome job 
[was done] on gathering all our resources 
and putting them together online. 
4 The biggest type would be in 
person training one on one with 
someone and just watching them 
do the work from beginning to 
end. 
I think that would be extremely helpful 
because I can also see how others do the 
same type of work which would help me 
figure out short cuts (if any) and faster ways 
of doing things that weren’t discussed in the 
online training. 
5 
 
 
 
 
 
Maybe a demo course where the 
original documents are in the 
format they’d be in and then 
show the finished product and 
have notes on how it was created 
…or like watching an experienced person do 
it in a group 
6 I would definitely suggest hands-
on training (e.g. shadowing). 
A 15-30 minute group meeting bi-weekly to 
find out what problems people are coming 
across and how they are doing things 
(especially for new projects). 
7 I feel that I get the most from 
group training type situations.   
These allow for interactions that help to 
learn the tasks more quickly and accurately. 
8 Perhaps a YouTube video 
explaining how the Content, 
Data, and Assessment teams 
work together. 
Maybe some interactive things as well that 
would serve to test knowledge and fill in 
any points of confusion at the same time. 
9  I like this type of training because it is 
convenient and accessible. 
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To answer the second research question that asked how the team members 
interacted with the training materials, the responses suggested that the participants 
utilized the online lessons more than the other two sets of materials. This was 
reiterated in the responses about the barriers that the team members encountered. 
The barriers noted for the lessons portion of the training materials referred to 
improvements to the lessons rather than any obstacles that were encountered. This 
suggests that team members accessed materials that required less effort on their 
part. The barriers noted for the presentation were the most numerous, and this was 
reflected in the number of team members that accessed it. 
SUPPORTING QUESTIONS 
 The remaining survey questions asked about suggestions to improve the 
structure of the lessons, presentations, notebook, resources, or the whole of the 
training.  
 How could the training be improved or structured to help you learn about 
another team in the department?  
 How could the documentation (resources) be improved or structured to 
help you after the training was completed?  
 Do you have any advice for how the interview sessions can be improved?  
 Have I missed anything? Is there anything that we should have talked 
about, but did not?  
For the question, how could the training be improved or structured to help you 
learn, eight of the nine participants provided suggestions on how to improve or 
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restructure the training. Six of the suggestions of the training focused on 
design/structure improvements, and two focused on including visual aids. One 
participant commented on the overall training itself, rather than noting any 
improvements to be made (Table 10). 
Table 10 
 
How could the training be improved or structured to help you learn about another 
team in the department? 
Participant Lesson 
Improvement 
Presentation 
Improvement 
Notebook 
Improvement 
Additional 
Comments 
1  In certain 
steps to have 
the ability to 
go back and 
look over; 
like 'click 
over section 
and reread. 
  
2 Order/structure it 
into modules 
based on 
workflow/phases 
  How You Fit 
In – If you’re 
tech – go here 
3    The training 
for very 
helpful and 
detailed! 
everything 
was helpful 
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Table 10 Continued 
 
How could the training be improved or structured to help you learn about another 
team in the department? 
Participants Lessons Presentation Notebook Additional 
Comments 
4 I would just say to 
strive for 
consistency and 
modularity, so that 
if you know how 
to find 
information 
specific to your 
team then you 
should also 
understand the 
structure enough 
to find 
information 
specific to another 
team. 
   
5 I think there are a 
few different areas in 
the training that 
could be combined 
together as I felt 
some of the topics 
kind of ran over 
previous topics so I 
think combining 
certain items might 
help and also fit 
better in the flow of 
the work being 
described. 
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Table 10 Continued 
 
How could the training be improved or structured to help you learn about another 
team in the department? 
Participants 
Lessons Presentation Notebook Additional 
Comments 
6 
The Print project 
training materials 
was not up to date 
online. 
 The one note 
was definitely 
helpful. 
I would 
strongly 
suggest like a 
group 
meeting on 
what to 
expect and 
needs to be 
done for 
projects like 
the Print so 
that we can 
all be on the 
same page. 
7 
Put everything in 
one location or 
format.   
This would 
have been 
easier to 
follow had 
the 
presentation 
been in One 
Note.  
I had never 
used One 
Note before, 
but it was 
easy to learn 
and to see 
that one could 
create 
“notebooks”.   
I think if one 
“notebook” in 
One Note 
could have 
been used for 
the 
presentation 
or 
instructions, 
and a second 
one used for 
the resources, 
and yet a 
third for 
something 
else, things 
might have 
been easier to 
follow in the 
beginning. 
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Table 10 Continued 
How could the training be improved or structured to help you learn about another 
team in the department? 
Participants Lessons Presentation Notebook Additional 
Comments 
8 Perhaps add a 
flowchart that 
shows how the 
teams work 
together. 
  Show the 
process of a 
course when 
it first arrives 
to when it 
goes live. Just 
a simple 
diagram. 
9 I think visual aids 
would be helpful 
and possibly even 
screencasts that 
display the 
specific process. 
 
  
 
For the question, how could the documentation (resources) be improved or 
structured to help you after the training was completed. Out of the nine responses, 
four provided substantial suggestions, such as including searchable references, a 
quick reference sheet, interactive activities and/or screencasts, and grouping job 
processes together to provide a clearer focus. One had no comment, one 
commented on how they liked the training, and three reiterated comments from 
earlier questions (Table 11). 
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Table 11 
 
How could the documentation (resources) be improved or structured to help you 
after the training was completed? 
Participants Resources  
Improvement 
Additional 
Comments 
1  Confused about working on a 
Print course, and the Print 
training clarified it - "simple and 
to the point" 
2  No comment 
3  I think the training was done 
very nicely.  
The Assessment online training 
was put together nicely. 
4 I think certain items could 
be grouped together or 
combined/re worded to 
provide clearer focus to the 
order in which job processes 
occur. 
For example I think there are 
items within the one note that 
could be all put into one slide as 
I originally missed some of them 
not realizing they were there. It 
also I think would look cleaner 
and make it easier to reference 
when going back and forth from 
the training materials to work 
docs while in the process of 
doing the job function. 
5 Maybe searchable 
references use less 
computing resources, less 
limitations. 
 
6 I would suggest one updated 
documentation. 
New other documentation can 
be structured to help people after 
the training. 
7 …I think it most important 
that the training docs be set 
at the start.   
I’m not sure that the resources 
could be improved after the fact.  
8 Maybe have a quick 
reference sheet, or a 
common mistakes type 
reference that would be 
useful to check for any 
points of confusion. 
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Table 11 
 
How could the documentation (resources) be improved or structured to help you 
after the training was completed? 
Participants Resources Improvement Additional Comments 
9 I think that if the 
documentation is broken up 
using more interactive 
activities and videos or 
screencasts I think it would 
be helpful to those who are 
more visual learners. 
 
 
The final two questions asked if the participant had any advice for how the 
interviews could be improved. For the first question, one had the following 
comment worth noting: 
 small tweak - rearranging links switching order of Navigation. 
Incorporate more articulate presentations. 
Four of the responses were previously noted or already annotated in a similar way 
in earlier feedback. One comment provided a generic response regarding the 
training. The remaining three responses did not have any comments (Table 12). 
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Table 12 
Do you have any advice for how the interview sessions can be improved? 
Participants Interview  
Advice 
Additional 
Comments 
1  No comment 
2 small tweak - rearranging links switching 
order of Navigation. Incorporate more 
Articulate presentations. 
 
3  …a great job on the 
Print course 
training. 
…great job with the 
Assessment online 
training. 
4 Maybe sitting one on one and going thru 
concern areas would be helpful and also 
provide a clearer idea of the problem areas. 
 
5  Not that I can think 
of at the moment. 
6 Having a group discussion.  
7  No 
8 Perhaps go through every training item 
individually and figure out which ones are 
the most helpful. 
 
 
9 I like the format of this focus group. I am 
able to provide input and refer back to the 
material if needed in order for the feedback 
to be effective. 
 
 
The final question asked if there was anything that should have been 
asked, but was not. Two of the nine participants noted items that we did not 
address in the previous questions. One had no comment, and another noted ‘not 
that I can think of at the moment.’ Three made general comments about how 
everything was already covered in the previous questions and how there is always 
room for improvement, and another indicated that nothing was missed. Finally, 
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one suggested having an overview first and then shadowing someone. The 
responses to this question were limited as many respondents reiterated answers 
from previous questions (Table 13). 
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Table 13 
 
Have I missed anything? Is there anything that we should have talked about, but 
did not? 
Participant
s 
Lessons Presentatio
n 
Resources Noteboo
k 
Additional  
Comments 
1 Directions 
pretty clear - 
no issues. 
Courses laid 
out like the 
college's 
courses - 
easy to 
navigate - 
mimics other 
courses. 
- create 
screencasts 
for visuals in 
addition to 
text. 
Add 
Gardneresqu
e for 
multiple 
learning 
styles 
options: 
 Assessmen
t 
Resources 
- favorite 
tool - easy 
access to 
all links - 
previously 
collected 
vital links 
on own - 
now they 
are located  
in a single 
place 
have sit 
down at 
beginnin
g of 
training 
(in 
person) - 
so 
everyone 
is on the 
same 
page. 
Have 
One 
Note 
tutorial. 
Suggestion: 
Add 
'courseprod' 
link to 
separate 
Database. 
Add 'html' 
page - 
specific 
'span', 'div', 
'table', 'lists', 
and 'indent' 
text, <p style 
- margin left: 
45px' to 
links 
specifically 
for 
Assessment 
creation.  
Liked the 
videos or 
read text 
format. 
Lessons-
Videos-
Articulate to 
address any 
gaps in 
training - So 
much to 
know - just a 
quick lesson 
for everyone 
since we are 
using it; 
although it is 
pretty 
intuitive. 
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Table 13 
Have I missed anything? Is there anything that we should have talked about, but 
did not? 
Participant
s 
Lessons Presentatio
n 
Resources Noteboo
k 
Additional 
Comments 
2 
 
 
Add a 
facilitator - 
Different 
Modes for 
different 
learning 
styles - Print 
Lessons 
should be 
incorporated 
to match the 
One Note. 
    
3     …didn’t 
miss 
anything to 
me  
…didn’t 
miss 
anything; 
you covered 
everything 
from the 
beginning to 
the end. 
4     I think 
you’ve 
covered 
everything at 
least at the 
present point 
in time. 
5     Not that I 
can think of 
at the 
moment. 
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Table 13 
Have I missed anything? Is there anything that we should have talked about, but 
did not? 
Participant
s 
Lessons Presentatio
n 
Resources Noteboo
k 
Additional 
Comments 
6     The training 
material was 
great but like 
all other 
things, there 
is always 
room for 
improvement
. 
7     No 
8 In terms of 
how I learn 
best, it’s 
great for me 
to have an 
overview of 
a process 
first, 
   I do my best 
learning 
when I 
shadow an 
experienced 
person and 
then start 
doing the 
process 
myself. 
9     I feel as 
though 
everything 
has been 
covered. 
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Chapter 5 
CONCLUSION AND IMPLICATIONS  
 When I began the initial plan for the training program, I had the intent of 
implementing a plan based upon the management theories of W. Edwards 
Deming. The core of this plan was to increase quality through the improvement of 
current processes. Due to unforeseen circumstances, the training did not occur. 
However, what did occur had encouraging results.  
Research Question 1 
 For my first research question I was concerned with if the team members 
were satisfied with the training materials. More than my other question, I simply 
wanted to find out if the materials helped the team members, and if the materials 
did help what specifically about the materials did they find useful. The responses 
to each of the three questions indicated that the users appreciated the training 
lessons, presentation, resources, and notebook. The questions also indicated that 
training lessons were the most valued, with the resources and notebook following, 
and the presentation as the least valued.  
Research Question 2 
 My second research question was interested in how the team members 
interacted with the training. What materials were reviewed, the barriers that were 
encountered, and suggestions on other types of training were the focus of the 
group of questions for my second research question. The responses received for 
this series of question indicated that the greatest barriers encountered dealt with 
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the presentation. This is reflected in the results from research question one that 
showed that the presentation was the least valued.  
Participants 
 Though the training plan did not go as planned, I did notice that 
participants related experiences that can be traced back to the three points that 
Deming states will have an impact on productivity and quality. The first of 
Deming’s points is to increase the availability of job aids to help people work 
smarter not harder (Deming, 1981). Based upon my own observation and in the 
interviews, participants noted that they would refer to one or more of the training 
materials to complete some aspect of their job. By virtue of having the training 
materials available, the team members found a place in which to go for answers 
that assisted them with the daily duties.  
 The second of Deming’s three points states that management should 
“drive out fear, so that everyone may work effectively” (1985, p.10). By using the 
term “fear,” Deming was referring to an employee’s feeling of being secure in 
their job and their ability to do it. It was the intent of the resources (repository) for 
team members to have a single place to go to in which they could locate 
information directly related to the particular job function they are performing. In 
the survey responses, it was indicated that team members went to the resources 
for frequently accessed links. This was the primary idea behind the resources 
(repository) when I created it.  
 The last of Deming’s three point states to break down the barriers between 
departments so employees can have a comprehensive view of the process flow 
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rather than the narrow view in which they have operated. Team members’ 
responses indicated that they accessed the training lessons of the other teams 
providing them with a larger view of the department. It was my hope to bring a 
more inclusive atmosphere to the department, and this was a small step toward 
this end.  
THEMES 
Based on the interview and survey responses, two distinct themes emerged 
that encompassed the responses and recommendations provided by the team 
members.   
Primary Theme: Design/Structure 
 The desire to improve the training was strongly noted in the participants’ 
responses. Each participant offered a suggestion or criticism about the design or 
structure of the training materials during the interviews/surveys. 
 Specific suggestions related to including skill-specific group training 
sessions, study groups, job shadowing, realigning training to parallel work phases, 
and including assessments were all mentioned as ways to improve the training.  
One respondent suggested having a facilitator-led training group. The facilitator 
would send out an assignment prior to the training session, and then have the 
participants come together to discuss the results. In this case, the actual training 
materials would become more of a supplement or even could be utilized as a 
tutorial before the actual group training sessions occur.  
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During the time that I worked in the department, shadow training was 
utilized to train me and every other new employee. This type of training has 
proven results, but does not lend itself to consistency, hence the intent behind the 
standardization of the training.  
Team members also recommended that all training materials and resources 
should be located in a single location (without duplication). At the time I created 
the training and the repository, I was aware of a wiki and other source materials 
that contained items that had been used for training purposes. In fact, some 
resources within the training I created were linked to these materials. In some 
places, the information was duplicated or changed slightly. This confused the 
participants as they were not sure which materials to refer to or which ones were 
most current.  
The idea to restructure the training to align with the work phases 
within the course-tracking tool is logical. In this way, the resources 
organization and the production work flow would be parallel, making it 
simpler for the team member to locate information. Reorganizing the 
training to directly reflect the work phases will simplify the process for all 
team members. It will provide a solid base on which to build all other 
training.  
Finally, the addition of assessment was also suggested. Please note that the 
following response was not included in the original data as the feedback from the 
individual provided their own custom review of the materials, and did not follow 
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the order of the interview questions. However, the feedback was well-stated and 
should be noted. 
 The assessment was minimal, and mainly seemed based around self-
assessment.  In my opinion, full assignments with specific objectives 
would be valuable.  A single, bogus [simulated] course could be used (like 
the “AAA_TEST” examples), but reset for each student, and “graded” 
(tech checked) by a mentor.  The student would actually create 
assessments based on Word docs, or actually run the Ninja for a course, 
etc. 
Subtheme: Visual Aids 
 The inclusion of more and different types of visual aids in the training 
course materials was also a repeated topic in the responses to the interviews and 
survey. During the creation of the lessons, a number of screen shots, screencasts, 
and videos were included within the lesson content. However, the feedback 
indicated that the lack of visuals was a barrier. Additionally, suggestions of the 
inclusion of flash presentations, YouTube videos, screencasts, and flowcharts 
were mentioned to aid the visual learners.   
RECOMMENDATIONS 
 In addition to the recommendations discussed in the themes section related 
to design/structure and visual aids, the following recommendations are suggested 
for the use of the presentation, the OneNote notebook, and the resources 
repository. 
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   It is my recommendation to create a new presentation that does not 
follow a linear model. Navigation tools should be included, so that the team 
member can use the presentation not only as a one-time learning tool, but as a 
flexible and accessible learning resource.  
 It is my recommendation that the resource effectiveness of OneNote be 
tested before additional instructional materials are created. In addition to being 
noted as “buggy,” it was claimed that opening large files, such as the one used in 
the training materials for this study, was resource intensive and used too much of 
a computer’s processing power.  
 It is my recommendation that the resources repository be reorganized 
according to the work phases of each individual team. In addition, the inclusion of 
searchable references and a quick reference sheet should be included. 
 IMPLICATIONS 
Team members do have their own definite ideas about how processes 
should work within the department. Although team members could offer 
suggestions about processes at any time, it was observed during department 
meetings that the opportunity to present suggestions was not taken. In contrast, 
team members responded to the interviews and survey with many suggestions for 
improvement and the level of detail of these suggestions indicates that team 
members want to be involved and to contribute to the improvement process in the 
department.  
From the responses received in the question about value (Table 4)—the 
fact that every participant indicated that the training had some value for them—
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shows that the program contributed positively in a small way to each team 
member’s experience. I was particularly pleased to learn that each team member 
appreciated the training and that it helped them digest information. 
Professionally, I learned three distinct lessons from this experience. At the 
beginning of my study, I could have done a much better job of attaining buy-in 
from the other participants. After my initial meeting with the participants, I should 
have kept them in the loop and updated them about what I was planning to do.  
Secondly, it was essential for me to recognize that people are not receptive 
to anything that is thrust upon them. In the case of the training program, I 
received the best response when I asked my fellow team members to help in the 
creation of the materials. When they were involved and included, they were more 
engaged. In this way, I acknowledged their expertise. This was essential to give 
the team members the opportunity to be a part of something outside of their daily 
routine that could have a positive effect upon the department and future team 
members.  
At the time that I defended my proposal, I was convinced that the face-to-
face training program would have a positive effect upon all of the issues listed in 
the problem statement. In hindsight, it was naïve to think that a single brief 
training experience would have a very powerful effect. In a sense, I was trying to 
do too much with a single product.  
  This realization came to me when I was viewing a video (Lloyd, 2009) 
explaining Deming’s concept of profound knowledge. In it, Lloyd explains that 
one variable does not necessarily directly affect one other variable. Life is not so 
  63 
simple. In real life, there are many variables and complex higher-order 
interactions among them. View a diagram similar to what Lloyd drew in Figure 5.  
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Figure 5. Lloyd’s drawing of one variable influencing another variable. 
 
 
 
 
Figure 5. A visual representation of Lloyd’s diagram explaining that a single 
variable does not necessarily affect another variable.  
In the video, Lloyd went on to explain that many variables interact to influence 
multiple outcomes. The picture he drew was similar to the one in Figure 6.  
  
Variable 1 Variable 2 
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Figure 6. Lloyd’s drawing of Multiple Variables influencing One Variable. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 6. A visual representation of Lloyd’s drawing demonstrating that multiple 
variables can have an influence on another variable.  
Without acknowledging other variables, I was missing the complexity of 
life and how that relates to this project. Other factors such as the workload 
increase and the direction in which the department was heading, coupled with 
some of my responsibilities changing altered my initial plan. However, it should 
also be noted that though the training did not go exactly as I had planned, I still 
managed to affect other team members in my department in a positive way. I hope 
that I sparked some of them into thinking about how to improve the way training 
is handled by providing concrete suggestions that came from within and which 
they can use to build a transformative and innovative training program.  
 
Variable 
 
Variable 
 
Variable 
 
 
 
 
 
 
Variable 
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APPENDIX B 
INTERVIEW QUESTIONS 
  
  71 
1. What cross-training materials did you review? 
2. Did you find any value in having the training materials available 
online? 
3. What was particularly helpful about the training materials? 
4. How could the training be improved or structured to help you learn 
about another team in the department? 
5. Did you encounter any barriers in the training? 
6. What other types of training would be useful to you? 
7. Was the documentation (resources) useful to your training? 
8. How could the documentation (resources) be improved or 
structured to help you after the training was completed? 
9. Do you have any advice for how the interview sessions can be 
improved? 
10. Have I missed anything? Is there anything that we should have 
talked about, but did not? 
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